Abstract. In many countries of Europe and the world, in the past
Introduction
Several changes are currently taking place in the public sector, as greater emphasis is being placed on methods and practices aimed at raising the functional level of the public services. The focus is on performance, through output measurements, efficient use of resources, through small, flat and lean organizational structures and introduction of market-style mechanisms through personnel development, training and rewards [5] . One of the modern management methods used by public administrations in the last decade of the 20th century is the quality management. For almost 15 years in Poland, central and local government authorities have been introducing quality management systems. The most popular tool in this area is the ISO 9001 standard. Among other quality management tools used in the national administration one can mention CAF systems to monitor customer satisfaction. The practice of implementing the first innovation in the area of quality management to offices was not only linked for novelty value, but entailed more important applications. Public opinion in Poland has objections to the performance of authorities and their negative image. Increasing expectations and demands of citizens at government offices resulted in the growth of public awareness of the role of citizens in relation to central or local government. After the Polish accession to the EU, requirements for public management methods increased dramatically. Authorities had to adapt their structure to European standards, becoming more flexible and open to customer.
In recent years in Poland, the number of EU programs targeted at improving the quality of central and local administrations has increased. The main aim is to improve the quality of public services provided by offices and to enhance policies and programs at regional and local levels. Projects are mainly aimed at strengthening the capacity of Polish administration to carry out its functions in a modern and interactive way, including, through the implementation of management models and methods. It is expected that in the course of their implementation the efficiency and effectiveness of performance of government entities will increase.
It has been a few years since the theoretic assumptions of quality management have been verified by practical implementation of management tools for local administration offices, as part of projects funded by the Facility 5.2.1. Modernization of management in local government, the Human Capital [2007] [2008] [2009] [2010] [2011] [2012] [2013] . The tasks were related to the modernization of the management processes and implementation of improvements to the units of local administration. A significant part of these projects are related to the implementation of specific management tools to institutions of selfgovernment, including implementation of quality management systems according to ISO 9001, CAF model or monitoring of customer satisfaction level.
The purpose of this article is to present quality management tools used by the offices of local administration in Poland that have benefited from projects funded under the Facility 5.2.1. The author analyzes the effectiveness, relevance and sustainability of the implementation of quality management tools in local government units in Poland.
Quality management tools in self-government administration
Quality management holds a number of features: the objective is to gain customer satisfaction; quality is defined by the customer; it affects all activities of the organization, directly or indirectly related with the product or the service; customers are external; it closes the activities of control, but primarily entails the management of the entire organization; everyone is engaged in its application; participation is determined by commitment; methodology is particularly directed toward prevention; it aims to do the right things "from the beginning"; the responsibility and the involvement of everyone from the organization [10] .
Quality management concepts and tools are to be categorized, analyzed and further developed to disseminate their use at provincial and municipal levels as well as in various public institutions. Research is focused on ISO 9001 systems and selfassessment, based on the CAF standard. The quality management system that complies with the ISO 9001 standard has already been implemented in a large number of different types of local governments in Poland (municipal/city offices, district offices, Marshals' offices). The main intention of the ISO 9001 standard was "ensuring an orderly and systematic quality of products and services" [17] . As noted by P. Jedynak, the primary role of the quality management system conforming to ISO 9001 involves formalization, which is a result of its introduction [4] . R. Karaszewski added that the implementation of the quality management system requires more than just creating quality assurance procedures. He pointed out, for example, the need for a culture of quality in the organization [7] . Claimed benefits of ISO in the public sector also include more rigorous systems and operational measurement, while critics argue that increased bureaucracy and decreased flexibility are harmful effects resulting from ISO [6] .
The quality management model proposed in ISO 9001 has been found suitable for many types of organizations, including local government institutions. ISO 9001 requires the authority office to adapt to its requirements, starting with the identification of customer requirements, through all the processes of the quality management until obtaining customer satisfaction. The content of requirements included in sections of the standard provides the organization flexibility in their implementation. Organization, taking into account its own potential and needs, decides on the ways of implementation of these criteria (e.g. how many procedures it will develop, how often management review will be conducted) [1] . The model of formalized quality management in administration office (Fig. 1) indicates the relationship between four main requirements included in chapter titles of the standards that regard:
 responsibility of management -(including the establishment of policy and quality objectives, adequate leadership),  resources management -(including provision of appropriate qualification of employees, training policy, working environment, information flows);  process management -(including areas of customer service, provision of administrative services),  measurement, analysis and improvement -(including customer satisfaction measurement, auditing, process control, supervision of non-compliances). Authority offices that have implemented formal quality management systems are obliged by the standard to take measures aimed at increasing the effectiveness and efficiency of the system. Improvement of the quality management system is carried out on the recommendations included in ISO 9001, for example, effective implementation of the quality policy, establishing measurable quality objectives, training employees, conducting internal audits, management reviews, corrective and preventive actions.
Figure 1. Model of formalized quality management in administration office
Source: created by the author based on [14] In view of the implementation of the quality management system compliant with ISO 9001, there is also criticism. The wave of criticism concerns the high level of bureaucracy, rigidity of the system that does not adequately support creativity and directs greater emphasis to achieving compliance with the requirements, rather than to continuous improvement of quality [11] . Despite these drawbacks, the concept of quality management according to the requirements of ISO 9001 standard in Poland is still a leading strategy in the field of quality management in local government units. This solution is useful for public organizations because it brings order to the processes and the documentation thereof, provides repeatable actions and, what is very important, results in the creation of a positive image of the organization with customers.
Another way of modernizing the management of self-government institutions and improving the quality of their services is the implementation of the CAF (Common Assessment Framework). It allows initiating a process of continuous improvement of public institutions. It is a modern tool for total quality management targeted at public organizations. The model is an attempt to create a versatile instrument for assessing the quality of management in public administration of the EU -it is used to compare the performance of entities operating in different administrative systems [20] .
The CAF model helps organizations of public administration in EU countries to understand and use quality management techniques and diagnose the condition of the management system. It may prove be the right tool to be used by managers in the office with ISO 9001 in the review of governance, enabling the organization to gain a strong base to begin the process of continuous improvement of the quality management system. An additional advantage of the presented self-assessment is the ease of application, the involvement of small resources and short-term of implementation. One of the goals of the CAF is to promote peer review and bench learning within the European public administration [19] .
CAF is one of the tools of public administration management of a systematic character. It can be used in any unit of public administration, because its principles are sufficiently general and can be implemented independent of the structure, size or specifics of the office. It is useful for both those offices that have already started work on quality, and, for example, were awarded ISO certificates, as well as those that are just looking for their own path of improvements; in the latter, the CAF can be treated as zero audit. Offices after obtaining ISO certification sometimes have some difficulty in determining the next steps "after certification." CAF diagnose strengths and weaknesses of the office management and facilitates the selection of improvement activities [2] . 
. CAF model
Source: [3] CAF structure includes 9 categories divided into two groups: the "Potential" and "Results" (Fig. 2) . Categories of potential allow for description of the way in which the organization carries out its key functions and how it comes to achieving the desired results, and the categories of results relate to the results achieved by the organization in all aspects of its activities. A list of criteria is determined for each of these areas. The criteria relate to basic issues to be considered when assessing the organization. The structure of the CAF model is based on the EFQM Excellence Model -a tool for measuring the progress of improvement of the organization, including the public councils. EFQM methodology allows for an objective and reproducible scoring and an indication of their level of management to other European offices. The use of the EFQM model for administrative offices can be done on several levels, starting at a minimum, which is used to review the status of the organization and planning of improvement activities, and ending with a full approach that allows the acquisition of the European Quality Award winners [7] .
The condition for the efficacy of the model application is proper implementation of improvement activities. On one hand, compliance of implementation with the plan and schedule needs to be ensured, on the other hand inspections need to be done in order to correct, add or develop the initial assumptions. After the implementation of the improvement actions, evaluation should be informed regarding implementation efficiency and, above all, in terms of benefits and the impact on the performance of the organization. Conducting self-assessment process and improvement is not a onetime project, but it should be repeated periodically. Only then the organization has a chance to reach higher levels towards organizational excellence.
The model of ISO 9001 is a more popular option than the CAF, because its reach is global. The CAF is used only in EU countries. The percentage of CAF implementation in the administrations of the EU, however, does not exceed 35% [7] .
Poland is the third largest in Europe (after Italy and Belgium) by the number of registered CAF users. The database maintained by the European Institute of Public Administration (EIPA) has 279 registered organizations, and a total of 2382 subjects are Polish [20] . However, both models -the CAF and ISO 9001 -should not be compared as "better or worse". If they point to the advantages and disadvantages of these quality management tools, they can be summarized in the three points (Table 1) .
Specific beneficial outputs ISO 9001 can deliver in the public services:  greater emphasis on leadership, communications and change management;  improved efficiency and service quality;  continual improvement and customer focus;  promotion and standardisation of good working practices with control of key processes;  aid to staff mobility through defined and documented operating procedures. The CAF model, similarly to the quality management system, complies with the requirements of ISO 9001 and includes concepts of improving the quality of the organization work that complement each other, providing authorities of the offices with many tools that can be used to improve the quality level. Both instruments are based on the universal principles of management and they should be used in a complementary manner. The CAF in relation to the ISO 9001 standard can be used:
 as a method of improving the quality management system according to ISO 9001 -elements of CAF can be used in determining activities that improve the quality management system;  for preparing information for management review by the managers of the office which has ISO 9001;  as a method of preparing for the implementation of a quality management system according to ISO 9001. A good opportunity for self-assessment with the CAF model is, in the opinion of P. Rogala, the starting point of the quality management system implementation and a period of one to two years after its implementation. This is, in the author's opinion, the period in which the self-assessment is most effective [17] .
Management reform in the public sector in Poland
The Republic of Poland comprises 16 regions or voivodships (województwo) (Fig. 3) , 379 counties (poviat) and 2479 municipalities (gmina) [18] . In total 65 counties out of 379 are urban municipalities with special status of a "city with county (poviat) rights". 235 061 were employed in local government administration, with 182 079 employees in the state administration in Poland in 2012.the bad intergovernmental, socio-economic and political conditions under which local governments have to function. Since 1989, the changes in the public sector in Poland have had the following trends:
 reactivation of the local government;  privatization of the public sector;  administration reform, education and health care reform;  reduction of the central public sector. In principle, tasks in the area of administrative structure modernization and ways of their functioning were implemented in the forthcoming reforms of public sector decentralization. After 1989, the first step was the introduction of self-government at the municipal level. Then, in 1999, a new administrative division was introduced in Poland. The two-level administrative division in force since 1975 was replaced by a three-level division, which includes województwa (voivodships) powiaty (districts) and gminy (municipalities). The public administration reform in 1999 resulted, among others, in the transfer of about 63% of the state sector units (out of about 12 000) to the municipal sector, subordinated to the newly established units of local government [8] . The function of government administration was changed which in its new shape had to focus attention on the priority actions such as the formulation of policy or creation of a development strategy. The municipal sector was to provide public service, in line with the agreed standard. After the administrative reform of 1998 the process of adaptation of modern management methods and tools of public tasks management started.
In mid-June 2000 the Civil Service Office started a program of "Friendly Administration". Its goals were defined by the head officer as follows: "competent, polite, providing comprehensive information officers and friendly public administration offices". The tools and techniques of quality management were used in implementation of the program. On the basis of the first national experiences and exploration of optimal solutions concerning the functioning of administration, the socalled concept of Institutional Development Programme was developed. Its main objective was to define the principles of institutional development of public administration units, including an analysis of the level of institutional development, designing institutional changes (improvements) and their implementation. The basic concept of the Programme is based on starting up in offices a continuous improvement process, including the cycle from the office organization evaluation, through planning changes and their implementation, to monitoring of the plan.
In Poland, the implementation concept based on the quality created a large potential for improving innovativeness. This possibility was created by the European Social Fund which financed the activities implemented under the Priority V Good Governance, Human Capital -Facility 5.2. "Strengthening the capacity of local government administration". The projects implemented in its framework were mainly aimed at empowering Polish administration to carry out their functions in a modern and interactive way. A large number of these projects related to the implementation of specific management tools in the institutions of government, including implementation of quality management systems according to ISO 9001, CAF and customer satisfaction monitoring systems [9] .
Furthermore, the guidelines of public administration reform in Poland were based on the following assumptions: supporting the development of civil society, the principle of subsidiary, effectiveness in providing public services, transparency of administrative structures and decision-making process [13] . Started in the late 90s, the administration informatisation process was aimed at improving the operation of Polish administration through the use of information and communication tools in dealing with citizens' priorities was also significant.
Quality management in practice in Polish local government units
Projects of competition under Facility 5.2.1., which form a part of the priority axis V Operational Programme Human Capital -Good governance, carried out in 2007-2013, were aimed at improving the quality of public services provided by the offices at the level of local government and improving the quality of regional and local policies and programs. Actions implemented within the Facility related to modernization of management processes in units of local government.
In 2012 a report was compiled on the evaluation studies of projects under the discussed Facility. From 2008 onwards, under Facility 5.2 modernization support covers over 50% of all local government units (over 1400 offices in Poland). Over 400 different projects worth more than 700 million PLN were completed. The evaluation study covered 106 projects worth a total amount of 140 million PLN, which ended by 31 March 2012 [12] . The subject of the survey was and is on-going evaluation of projects. The objective of Facility 5.2 is to improve the quality of public services provided by public administration institutions and offices at the level of local government units, and to improve the quality of policies and programmes of regional and local scope. The aim of the survey was to examine and evaluate selected improvements concerning an upgrade of management practices. The improvements were implemented in 659 local government institutions and offices. This article focuses mainly on management improvements based on quality management, implemented under Facility 5.2.1 to offices, the recipients of support (municipal offices, district offices, Marshals' offices), because the largest percentage of quality systems in Poland were implemented in districts and cities (Table 2) . Results included in the article are based on the evaluation report published in 2012 [12] . Source: [21] ISO 9001 under this Facility was implemented in 37% of offices (N=229). The same number of offices implemented monitoring of customer satisfaction. These were mostly popular management improvements introduced through participation in the project. Fewer offices implemented website upgrades (15%), electronic workflow (12%) or CAF model (10%). E-services were the least frequently implemented improvement -it was observed only in 2% of offices (Fig. 4) . Source: [12] Although the majority of entities evaluated with ISO 9001 certificate positively assess the impact of the system on their operations, only 67% of the units are planning to renew the certificate after the expiry date, and only 26% of respondents strongly believe they will do it, which does not fully confirm trust to the certificate and its effectiveness in regard to the quality of their actions. Positive evaluation of the ISO 9001 functioning in the surveyed offices focuses on dimensions such as the image improvement (77% of respondents), improvement of the overall office functioning (72%) and improvement of internal communication (66%). Every tenth office had complaints about the time-consuming maintenance of the system, and every fifth -about the lack of acceptance by employees. Passive attitudes of staff were very often followed by no commitment of the office management about the benefits of ISO 9001. The results of research into the effectiveness and sustainability of this management system also seem alarming. Only 20% of respondents noticed a decrease in the number of complaints from customers, and in less than 34% of the institutions customer service time was shorter and punctuality improved. Implementation of ISO 9001 was not a sufficient stimulus for the implementation of improvement activities, such as implementation of the CAF.
The study authors also noted that the greatest threat to the sustainability of the quality management system was the time. Consequently, there is a noticeable insufficient observance in the projects of the key principle of management responsibility, mainly insufficient involvement in the formation and development of the ISO. In the case of local authorities a major threat to the organization's leadership sustainability is the term of authority office and political conditions -highly probable changes in positions of senior management and the ISO representative in the office. The reasons for non-renewal of the certificate after the expiry of its validity may indicate a lack of a systematic approach to quality management and treating the ISO only as a marketing tool, which may call into question the process of continuous improvement in the office management.
The CAF model was implemented in the framework of projects with the EU support, three times less often by the researched local government units than, e.g. ISO 9001. The units which have implemented the CAF had already implemented the ISO 9001 (more than 40% of the local government units). In the case of using the CAF by offices, difficulties of the conceptual model, and thus the barrier to the implementation in the offices, was confirmed.
Most respondents in the researched organizations confirmed the development, through the application of the method, some formal effects of this process -more than 90% of offices developed a self-assessment report, while less often an improvement plan was developed (84% of offices). Only two-thirds of local governments have undertaken improvement projects identified as a result of selfassessment and a minor number of local governments (only 25%) made a reevaluation after completion of the project. Repetition of self-assessment by only one in four offices, and over 40% of offices not repeating it, or with no plans in this regard, call into question the point of using such a method for which the main essence is to implement a permanent system of self-assessment and identify areas for improvement. Among offices that have identified areas for improvement and have taken development projects they mostly regarded the changes in the system of human resource management, employee satisfaction surveys or reorganization of office work. Opinions of the examined offices on the advantages of the method CAF are less optimistic than in the case of ISO 9001. Although respondents noted that the application of the method contributed to the overall improvement in the functioning of the office (70% of opinions), and to the improvement of internal communications (66% reviews), it was rarely translated into an increase in employee satisfaction (only 34% of respondents indicated an increase of work satisfaction after the implementation of the method) and very rarely they indicated the reduction of operating costs (opinion of only 3% of offices). The fact that too few offices developed a plan for improvement -in fact, the integral effect of self-assessment, is not optimistic. As indicated by the authors of the evaluation report, offices had insufficient support and leadership of the top management, which is a key component of the efficiency and sustainability in the use of this method. In addition, an insufficient number of training on the CAF and the aforementioned uneasy conceptual apparatus, operated by the method, reduced the potential benefits that could be obtained by the offices as a result of its use.
Implementation of ISO 9001 and the CAF model requirements is not an easy undertaking, and usually requires the assistance of professional consultants. As indicated by a the research results, implementation of such projects without external support would be a problem for most offices, as 40% of them would not introduce CAF improvements at all and over 43% of respondents would not implement ISO 9001, if not for external support. For the sustainability of the implemented pro-quality solutions the sceptical approach of respondent offices to renew ISO certification after 3 years of using it also seem dangerous. This involves additional costs for outsourced certification, but also internal costs incurred in the office to maintain that labourintensive system. The situation is similar for the implementation and maintenance of the CAF model. Only 25% of offices decided to carry out self-assessment after the project ended.
Summarizing the results of the research can inform the following conclusions regarding quality management in local government in Poland:
 ISO 9001 within the framework of the project founded by EU implement 37% of offices. It was the most popular management improvement made by taking part in the project (mainly in urban cities and medium-sized offices);  positive assessment of the functioning of ISO 9001 in offices mainly concerns such dimensions as to improve the image (77% of responses), improving the overall functioning of the office (72%), improving internal communication (66%);  among other positive aspects of the ISO a clear division of responsibilities, elimination of errors in the operation, the ability to control operations by new officials were indicated;  20% of respondents felt that after the implementation of ISO 9001 the number of complaints from customers reduced and less than 34% of the institutions noted shorter time customer service and improved punctuality in matters;  70% members of ISO, noticed its impact on improving the overall performance of the organization and internal communication (66%). Relatively rarely it translated into an improvement in employee satisfaction (34%), and occasionally in cost reduction (3%).  offices noted that the application of the CAF contributed to the overall improvement in the performance of the office (70% of opinions), and improvement of internal communications (66% reviews), but it rarely translated into an increase in employee satisfaction (only 34% of respondents indicated an increase of work satisfaction after the implementation of the method) and very rarely they indicated the reduction of operating costs (opinion of only 3% of offices). Except that only twothirds of local governments have undertaken improvement projects identified as a result of self-assessment and a minor number of local governments (only 25%) made a re-evaluation after completion of the project. It can provide low sustainability and usefulness of the CAF. In terms of sustainability of project effects, it should be emphasised that the key factor is the attitude of decision-makers followed by employee approval and financial capabilities (especially relevant with ISO). Where decision-makers recognised the need to support the implementation, they persisted in activities promoting the implementation and actively participated in these activities. As far as employee acceptance is concerned, it was on the one hand a by-product of decision-makers' attitude (i.e. if superiors are reluctant to implement solutions, employees will also be reluctant), and, on the other hand, an important role was played by the feeling that the solutions were actually useful.
Conclusion
1. Quality management is an essential strategic factor of success in the public sector. Executives of local politics and government recognise the importance of customer focus and therefore continue to implement quality management systems. Customer focus and quality management are critical factors in optimising demand, supply and costs throughout the public sector.
2. Summing up the considerations made in this article it should be noted that the Polish authority offices entered the path of continuous improvement, largely thanks to the EU projects, which were aimed at supporting the management of Polish local government units. However, sustainability, efficiency and usability of tools that allow for supporting the management and improving the quality of services, such as ISO 9001, CAF, is not always noticeable, in the respondents' opinion.
3. The most popular among management improvements was the ISO 9001 certification. It can be assumed that such an approach can be attributed to the willingness of Polish authorities to represent "culture of compliance" and the requirements of the ISO 9001 standard in this area can be considered as such. In addition, in the case of offices the market pressure is not as noticeable as it is in commercial entities, which would oblige them to look for other ways to improve their management systems.
4. The greatest threat to the sustainability of the quality management system in an office in Poland is the passage of time. What's next, consequently, in their projects there is a noticeable insufficient respect for a key principle of management, mainly involved in the creation and development of the ISO. In the case of local sustainability, a major threat to the organization's leadership tenure authorities and political conditions -highly probable changes in positions of senior management and the ISO representative office. The reasons for non-renewal certificate after the expiry of its validity may indicate a lack of a systematic approach to quality management and ISO treatment as only a marketing tool, which may call into question the process of continuous improvement in the management office.
